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from the responsibility and authority of a manager 
at any level. 

The functions should be placed where they will result in a 
minimum overlap and duplication while achieving a maximum in 
manpower utilization, coordination, and effectiveness. 

' TMPI-EKENTING. D-I RE£HVE. 

After determining the functions and processes to be assigned to 
, a reports management office, it is important to issue an appro- 
priate directive setting forth the purpose of the program, 
governing policies, objectives, definitions of terms, and 
responsibilities. Appendix B contains a "model" reports manage- 
ment directive. 

REPORTS IN VENTORY 

Usually the first task undertaken by a newly established reports 
management office is the development of a reports inventory. The 
inventory will identify reports and provide basic records on 
which to build an effective program. 

It is suggested that each major office issue a reports inventory 
call and announce a briefing meeting of those who will take part. 
Those who attend the meetings should be furnished inventory forms 
(see figure 2) , catalog forms (see figure 3) , and any other 
items needed for the inventory. 
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. j I hkport svmuuu 


REPORTS H'fWfJTORY 


DATE 


INSTRUCTIONS: Complete for each report required 
and for each report Issued or published by your office. 
Don't Include those required by higher levels. 

. . . i i * ~ • r rannrlu mnnnan rr«i nt nifi< 


Attach: 

(1) Sample report, 

(2) Blank forma uced, If any, 

(3) Copy of directive or Instruction/*, and, 


t. REQUIRING OFFICE (Division, branch, etc,) 

2. REQUIRING OFFICE PERSON TO C 
tic*) 

ONT ACT (Name, foenfion, piVone, 

ft. TITLE OF REPORT 

4. FORM HUMBER OR FORMAT 


'6. FREQUENCY ( Weekly , monthly, etc J 

7. REQUIRING DIRECTIVE OR INSTRUH IVN5 


ft. PURPOSE AMO USE 


mma 

USE THIS 
SPACE IF 

ftEPora is 

OWE YOU 
REQUIRE 
FROM 
OTHERS 


on — 

10 . 

ISSUE O 
USE THIS 
SPACE IF 
REPORT IS 
ISSUED OR 
PUBLISHED 
BY YOUR 
OFFICE 


®o. OFFICES REQUIRED TO SEND REPORT 


TYPES 

MU WORN 




»c. NUMDElfoF COPIES AMO OWYR 1 QUYIOW OF THIS BSPORT 


SOURCES u7e» BY PRilFARtMO OFFICE# (Form report «>*><»'. 
receive, €te») 


10a. HUMBER AND TYPES OF OROAHU ATIOhVoN INDIVIDUALS TO WHOM REPORT IS SENT 


10b. SOURCE OF INFORMATION FOR REPORT (Form no., report tytnbol, record., etc.) 


MAN HOURS 
TO 

PREPARE 
AND USE 


Ha. ONE-TIME PREPARATION HOURS 


ONE OFFICE NO. OFFICES 


TOTAL HOURS 


11b. AH N UAL PRE PARATION HRS, 


[times per YEAR TOTAL 


tie. ANNUAL HRS. 
TO PROCESS 
AND ANALYZE 


ltd. TOTAL AN- 
NUAL Hns. TO 
PREPARE 6 USE 


is. CHALLENGE THIS REPORT 




YES 

HO 



m. is THIS REPORT 

STILL NEEDED! 



D 

A 

N 

b. I» EVERY ITEM 
• TILL HEEDED? 



T 

A 

E 

E 

D 

C. 1 S THE REPORT 

NEEDED Af OFTEN? 





d. IS EVERY COPY 

• TILL NEEDED? j 



1 

N 

S 


eTl#~THEHE ANOTHER 
• OUNCE? 


* ] 

T 

R 

U 

VAL- 

UE 

f. IS IT WORTH IT* 
PROBABLE COST? 



C 

T 

1 

A 

DATE 

q, DOES THE DUE DATE 
OWE ENOUGH TIME? 



u 

H 

S 

wwawii 

ttmwctr* 



WHAT IF WE DIDN'T HAVE ITT 


h. 19 DATA BEST FOR 
THE PURPOSET 


1 . 19 COMPARATIVE 
DATA NEEDEUT 


j. 15 REPORT CLEAR AND 
EA 8 V TO UBET 


YES 


, ARE INSTRUCTION* 
OBSOLETE? 


ARE THEY CLEAR CON 
CISC. COMPLBTET 


m. ARE ILLUSTRATION® 

needed? 


n. DO THEY GIVE 
ENOUGH "HGY/"? 


M 

P 

R 

0 

V 
E 

R 

E 

P 

O 

R 

T 

B 

Y 


IS THERE A PET TER WAV T^ 

yesTno 


O. COMBINING WITH 
OTHERS? 


p. MAKING EASIER TO 
COMPLETE? 


q, using' a form if not 

USED? 


t, STOPPING NEGATIVE 
REPORTS? 


d. USING SUMMARY? 


U./tw .THU AflURY DEPARTMENT • INTERNAL REVENUE &ERV1CK 


ms - D. C. 


USING 9 AMP LING? 

U. REPORTING BY 

exception? 

V. CHANGING SOURCE? 

W. C HAN QI N 0 BEQUF.NCET 

form 2977 (1-oD 


> » 

i 


Figure 2 
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A separatc^ventory form is prepared for report req uired 

and for each report issued or published by the office. For a 

required report, item 10 on the form is omitted. For an issued 

report, item 9 is omitted. The man-hour figures for item 11 

should be estimated and arrived at solely from information 

immediately available to the requiring office. Descriptive 

materials (forms, directives, etc.) are to be attached. 

If there is no symbol for the report being inventoried, one 
will be assigned by the reports management office. 

Requiring officials and reports management offices, as appro- 
priate, appraise each report inventoried by applying the check- 
list in the lower section of the inventory form. These initial 
i appraisals offer real opportunities to improve reports at the 
outset of the program, and to identify those areas where future 

: studies should be undertaken. From their own experience and 

1 

I familiarity with reports, requiring offices should quickly 

| 

recognize problems and opportunities as the checklist is applied. 

This is the type of review expected, not a comprehensive in depth 
study. Future in depth studies should be made on the basis of 
information gained from the inventory of the total reporting. 

Upon completion of the appraisal phase of the inventory by the 
requiring office the inventory package is forwarded to the activity's 
reports management office. This package should consist of the 
reports inventory form, in duplicate, for each report inventoried, 
with a copy of each supporting attachment and too copies of the 
reports catalog form reflecting the complete listing of all 
reports inventoried. 
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W'nvii in ven to^^pack age s from requiring officds^re received 

by the reports management office it: 

a. Reviews the material for completeness and to spot 
opportunities for additional reporting improvements, 

b. Assigns reports symbols or reviews for their proper 
assignment, 

c. Acknowledges receipt of the material by returning to 
the requiring office one copy of each inventory and 
catalog form, and 

d. Establishes case files for each report. 

Each reports management office should publish a reports 
catalog after completing the inventory. Reports should be 
listed in groups by function or organization. 

All reports inventoried at the requiring level should be re- 
viewed in sufficient detail to explore every possibility for 
improvement. The review is best conducted jointly by the 
requiring office and the' reports management office. 

A systematic and thorough review of reports, one functional 
activity at a time, is advocated. Chapter 3 provides guidance 
for this review, which for each report should include: 

i 

. The views of the preparing and using offices on the 
. value and use of each report. Also an estimate of the 
annual man-hours and significant material costs expended 

i 
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on the report. These data should be obtained on a 
sampling basis. 

. Projections of man-hour figures and material costs 
into annual report cost estimates. 

. Applying to each report the Evaluation Checklist and 
Guide. . (Figure 4.) 

Organization -wide assistance is necessary to identify the most 
beneficial areas of reports improvement. All personnel should 
be apprised of the review and the ' opportunity it presents for 
improving and reducing reports with which these personnel 
are involved. Publicity programs should urge employees and 
officials to submit (see Chapter 3) , information concerning 
problems and any ideas for improvement . 


Flyers, bulletin boards, activity newspapers, newsletters, 
and other appropriate media can be used to publicize the 
review, giving recognition to offices taking effective 
action, emphasize final results, and to emphasize phases of 
particular concern to the organization. 




Each report in the inventory should be given a reports symbol. 
Such symbols quickly identify approved reports; they provide 
a means for tying directives, records, and files to the report 
they are associated with; and they furnish an easy way to 
refer to a report in conversation or written communication. 
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■ 1.1'UKUi ALUAIIUN UiCUUJl . _ 


hspo rT title 


SECTION I — DETERMINE THE NEED 


INSTRUCTIONS: Check either column (b) or (c). 

If questionable, show changes in column (d) 

(a) 

QUESTION- 

ABLE 

(b) 

SATISFAC- 

TORY. 

(c) 

PROPOSED CHANGES 
(Attach Additional Sheets, if Needed) 

.(d) 

7” THE REPORT AS A WHOLE 

Who uses it? How? 

What is its purpose? 

Should it be continued? 




2. USE OF EACH ITEM. 

Is every item used? 

Any missing items to be added? 




3. USE OF EACH COPY. 

Are all copies used to good, advantage? 




77 FUNCTIONAL RELATIONSHIP. 

Is the information within the scope of the office functions? 




5. misapplication. 

Does the report try to solve a problem which should be 
solved by other means? 




6. STAND-BY DATA. 

Is the data obtained for "just-in-ense use? 




7, another available source. 

Is the data available in another report or office? 

. 



0. BY PRODUCT. 

Is it possible to get the data by some other process? 




9. DIRECT USE OF RECORDS. 

Could actuul records or “fast copy” of record be used 
instead of a report? 




10. SAMPLING. 

Would a sampling of a few offices give 
reliable data? 




11. EXCEPTION REPORTING. 

Would it be appropriate to report conditions only when 
other than normal? 



- 

12. COMBINATION. 

Could this report be combined with another report. 


i 

* 

13. NON-RELATED MATERIAL. 

Are non-rclatcd subjects included in the same report. 




14. ADEQUACY AND SUITABILITY. 

Is scope or content tailored to meet needs? 




15. VALUE VS. COST. 

Is the report worth its cost? 




— 


SECTION 2. -VERIFY THE TIMING 


16. REPORTING periods. 

Are reporting periods properly stated? 




17, FREQUENCY, 

Is the present frequency . suitable* excessive, or 
inadequate? 



■ 

IB. DUE DATE. 

Is the due date specifically stated? 




19. PREPARING OFFICE WORKLOAD, 

Has this been considered? 

Can due dates be changed to avoid peak wotkloads. 
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AD-3G7 

(7-63) 


REPORTS EVAlWtION CHECKLIST (Pago 2) 


REPORT TITLE 


IEW DATE 



SECTION 3- REVIEW STYLE OF PRESENTATION 


INSTRUCTIONS: Check eilher column (b) or (c). 

If questionable, show changes in column (d). 

(a) 

QUES'HON- 

ABLE 

(b) 

• SATISFAC- 
TORY 

(c) 

PROPOSED CHANCES 
(Attach Additional Sheets, if Needed) 

(d) 

20. REPORT TITLE, 

Is it the same as, of listed in the directive? 




21. PURPOSE OF REPORT. 

Is it clearly stated? 




22. REPORTING INSTRUCTIONS. 

Are reporting instructions dear and adequate? 




23. INTEGRATED REPORTING. 

Are data needs of other levels tied in? 




24. FEEDER REPORTS, 

Are procedures for feeder reports provided to assure 
uniformity and simplicity? 




25. REPORTING UNITS. 

Are reporting units shown? 

Arc there too many, too few? 



- 

26. NEGATIVE REPORTS. 

Are negative reports required? What use is made of them? 




27. NUMBER OF COPIES. 

Are number of copies specified? 




28. ROUTING. 

Are correct mailing addresses given? 




29. NARRATIVE OR FORM 

Is the best format for this report used? 




30. ARRANGEMENT AND SIZE. 

Are items sequenced to source? Is spacing adequate? 

Are item captions clear? Is size adequate & practical? 

t 

' 


31. STANDARDIZATION. 

Do all offices use the same form or format? 




32. SUMMARY INFORMATION. 

Would a summary of information rather than statistics or 
a narrative be better? 




33. CUMULATIVE DATA. 

Can data be maintained on a cumulative basis to eliminate 
last-minute workloads? 




34. COMPARISONS. 

Are comparisons made against goals, past performance, 
or current performance of others? 




35. GRAPHICS 

Are graphics used to good advantage? 




36. AUTHENTICATION. 

Are verifying or approving officials' signatures used only 
when necessary? 




37. DATA SOURCES, 

Are records from which reports are to be prepared 
identified? 




38. ARRANGEMENT OF RECORDS. 

Should records be rearranged to simplffy reporting? 




39. REPORT SYMBOL. 

Is it shown after title of report? 




40. STYLE OF PRESENTATION 

Does the overall report provide clarity and simplicity? 
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They ab u help identify the office that requires fattf informa- 

k 

tion and aid in its distribution. 

A good method of composing the reports control symbol is to 
indicate first the code of the report initiating office. 

Second would be the functional classification; and third 
would be the reports sequence number. For example: 

Reports Initiated by : Reports Symbols 

Administrative Office A0 - A - 001 (A for administration) 

Secretary's Office SB - E - 001 (E for managing executive) 

Symbols derived in this manner will permit assignment in 
different offices without duplication and without loss of 
control. 
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actun - do? Wh ew ^ ps the records? Where does miorma- 

tion come from in the first place? How many levels of reporting 

are there? Do some offices compile reports? What do tliey do? 

How much time does it take? I low many people get involved? 

Who receives these reports? How many people read these 

reports? How long does it take? 

The easiest way to develop the cost of a report is to first 
describe it in terms of work performed and locations in- 
volved. The description should include the number of annual 
repetitions based on the frequency of reporting (daily, 
weekly, monthly, etc.). The description should identify all 
significant cost factors, including any peculiar to the 
reporting system under study. 

The reports analyst will usually compute the total cost of 
preparing the report in one office, one time. He will then 
multiply this figure by the total number of reporting offices. 

He will in turn multiply by the number of yearly submissions 
of the report. This .gives the total cost of preparation for 
a period of one year. The analyst must also take into 
account the cost of any feeder reports and any records involved. 
He may or may not add the transmitting costs, the reading 
costs, the analyzing and interpreting costs, etc., depending 
on the scope of his study. If he is seeking total costs, 
however, he must account for these other important cost areas. 

64 , 
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Cost estima^S based on actual situations piWide the clearest 

and most accurate picture . Get estimates from those who 

actually do the work. Obtain information from one or two 

offices or activities of each type, and project the figures 

to include all offices and activities involved. Obtain dollar 

costs for machine -time, printing, special equipment, and 

other materials from those who do the purchasing. 

Consider all report locations and all basic types of report 
work. Only when you know the dimensions of the entire 
reporting system can you estimate its cost realistically. 

The cost of the individual report is measured or estimated 
primarily in man-hours for all work involved at all locations 
over a period of one year. If applicable, you should include 
tiie man-hour and other costs incurred by other agencies and 
the general public. 

As more and more mechanization of reports takes place, a 
trend towards some standard presentation of cost information 
has developed. In following this standard, you should express 
the cost in man-hours and related dollars; machine-hours and 
related dollars; other costs in dollars; and total cost in 
dollars, as of a given date. 

Measure man- time in man-hours, days, or years. Convert to 
dollars using specific grades or rates where known, or averages 

m 
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if yui; cannot easily determine the actual, grades or rates. 
Measure machine -time in machine hours. Convert to dollars 
using an appropriate average hourly cost. Measure space in 
square feet, and convert square feet to dollars, using an 
average cost per square foot for the type of space in use. 
Measure equipment, supplies, printing, or other materials in 


dollars. 

COST OF INI TIATIN G A REROBI 

The cost of a report includes more than the cost of keeping 
the records, preparing, transmitting, and using the reports, 
liven before the report enters the agency reporting system, 
it involves much work. This part of the cost usually gets 
little if any attention. 


When compared to the high cost of continuing a report, the 
cost of initiating a report may not seem great. But in the 
aggregate, Federal offices spend a great deal of time and 
money in creating and installing new reporting systems. 

These costs should get the -attention they deserve. They 
include such things as developing reporting requirements, 
designing the reporting system, writing and issuing instruc- 
tions, establishing source records, and installing the system 


Some of the same work required to initiate a report continues 
as a means of keeping it up to date. Methods and procedures 
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change . ^formation requirements change . ^^iese changes 

require revision of instructions and other activity. Some- 
times the requiring office has one or more employees who spend 
their full time in revising requirements, redesigning systems, 
and rewriting instructions. 

Each report submission involves many types of work and related 
costs. These may include both manual and mechanized procedures 
for collecting data; recording information at the source; and 
preparing feeder reports, summary reports, briefings, publica- 
tions, and so forth. 

The prime sources of maintenance cost information are the 
various organizations that perform the work and those 
responsible for purchasing equipment or services. The cost 
to other agencies or the public, if applicable, should be 
developed by sampling and projecting to determine a reasonable 
overall estimate. 

The using cost includes not only the cost of recording informa- 
tion at the receiving office from each report presentation, 
but many other costs as well. It includes the time it takes 
to read and analyze the report, to select useful data, and to 
interpret the information so that it can be understood. It 
includes the time of executives spent in reviewing the reports 
they receive. It includes time spent in conferences and manage - 
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mem. information centers discussing information reported. 

It includes time spent to obtain clarifying information, 
including telephoning and lette writing. 

Some reports require little attention at the receiving end, 
while others require a great deal, Ihe more digging and 
analysis required, the higher the using cost. 

Agencies often print and distribute 500 to 600 copies of 
reports containing 50 to 100 pages. Sometimes each copy is 
passed to several staff members for reading, analysis, 
and written comments. These costs should be included, too. 

In addition, some offices publish documents after important 
conferences to announce decisions made and responsibilities 
fixed. These documents also represent a part of the using cost. 

Reports -receiving offices and users can best provide informa- 
tion on the cost of using a reporting system. 

COST OF PROVI PI 

Many types of staff services enter the cost picture directly 
or indirectly, on a large or small scale. These services 
include the assistance provided by analysts in a reports 
management office, a management information office, or an 
operations research activity. If you are costing a reporting 
system winch in itself includes a management information 
officer or staff, you should include these costs. Other 

ft 
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time spent by accountants, budget officers, economist statisti- 
cians, and manpower utilization analysts. 

CQSEJNO^ 

The cost of an agency’s reporting system includes the cost 
of all individual unit reporting systems plus the cost of 
the various staff sex*vices related to management and public 
reporting. For example, in costing the agency reporting 
system, you should include the entire cost of the agency 
reports management office. The first step, though, is to 
list and describe all that is involved, to be sure that no 
costs are overlooked. 

There are several approaches to costing an entire reporting 
system. It is sometimes desirable to develop first the cost 
of a subsystem or family of individual reports within the 
whole system. It is sometimes desirable to develop cost in- 
formation with respect to an entire class of reports, like 
narrative reports, or statistical reports, or published 
reports. You may also approach costing by types of work 
involved; for example , a measure of the total cost of 
reading reports. 

Which is the best approach to costing? YOu must decide for 
yourself, according to the scope of the study and the circumstances 
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in 'ft own ag3lP??y . In many cases, the type of^^st informa- 
tion already available in an agency dictates the most 
logical approach. 

EEAimQ_CQ§I. 

Reading cost per page will depend on the type of report. 

Clear reports of fairly simple information require about 4 
minutes reading time per page on tire average. But a report 
requiring intensive study may require as much as 15 minutes or 
more per page. This variation suggests that a sampling of 
users is the best guide to developing a reasonably accurate 
estimate of this or any other using cost. One agency estimated 
that one group of reports involved a reading cost amounting 
to 2,750,000 pages per year at 4 minutes per page. 

One broad-brush technique for costing agency management 
reporting consists of nothing more than finding the total 
number of agency employees and multiplying this figure 
by $400. Tests have shown that the cost of agency management 
reporting amounts to from $300 to $500 per year per employee, 
on a Government -wide average. In larger agencies the cos t 
per employee will be lower than in smaller agencies. 

Hie average cost of a report will vary from agency to agency 
and from level to level within the same agency. These varia- 
tions depend on the number of people involved. The higher the 
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the cost of reporting. One agency found that 87 percent of 
its reporting cost cams from reporting requirements at the 
national level , 6 percent at the regional level and 7 percent 
at the local level. 

One large agency determines the cost of many reports on the 
basis of an average cost per man-year. At one time, this 
agency used as its average a cost of $8150 per man-year. For 
example, a report involving 268 man-years was estimated to. 
cost $2,194,920. Before determining average cost, the 
agency carefully considered the typical grade levels of those 
involved in most agency reporting. ' 

Some organizations estimate the cost of the agency reporting 
system in terms of man-time per line entry, based on an 
average of 15 minutes of man- time per line for initiation, 
maintenance, use, and so forth. (Lines of highly summarized 
data will, average much more than 15 minutes per line.) This 
technique involves multiplying the number of siibmissions each 
year, times the number of participating offices, times the 
average number of line entries, times 15 minutes per line. 

A few organizations estimate the cost of writing narrative 
reports at about $20 per page. 'Some per-page costs will run 
as high as $100 per page for collecting information , keeping 
records, dictating or hand- drafting, typing, transmitting, 
duplicating, delivery, reading, compilation, filing, and 

reference. 
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Although tiie "broad-brush" techniques offer the fastest 
approach to cost estimates, they have limited reliability. 
Ihe most accurate cost information will be based on a clear 
understanding of the scope of the report system, research, 
interviews, samplings, and first-hand knowledge of the work 
involved. The first step to a sound cost estimate is always 
to identify the elements of cost, the factors of cost, and 
the characteristics of the report system under study. 


fflEgflJLSLflE . .. REPORTS COST FACTORS 

The factors below are a basic guide to costing either an 
individual report or an agency reporting system as a 
whole., 'lhe person conducting the cost study should 
determine which of the factors apply. He should add any 
factors peculiar to the specific report, costing situa- 
tion, or agency. 


-SYSTEM 


1* Developing reporting r equirements , including the 
specification of information needed, the time of 
need, the form of communication best suited, and the 
information to be excluded. 


Figure 9 
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2. Dos ignlgg the reporting system , includi^ the composi- 
tion of the report format (forms , charts , tables , 
narrative outlines, etc.), the investigation of 
methods used in other reporting systems, and the 
determination of any equipment requirements. 

3. Writing and issuing all necessary instructions , in- 
cluding the development, writing, and issuance of the 
implementing directive and other instructions. 

4. Establishing source records , including the establish- 
ment of complete records or parts of source records, 
manual or mechanical, solely for the collection or 
preparation of information for the reporting system. 

5. Installing the reporting system , including training 
assistance; answering technical questions; demon- 
strating; testing; considering modifications 
recommended; and working out modifications. 

ETAI NTAI N.I.NG.. J MEL REP0RTiN<L3¥SIFll 

6. Updating the reporting system , including modification 
of reporting requirements, system design, related 
forms or charts, and written instructions. 

■7. Collecting data for the system , including preparation 
of forms, questionnaires, etc. 

Figure 9 (cont'd) 
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; 8 v Updating source records , including posting and filing 
source records, manually or mechanically; punching or 
notching cards ; typing records ; and other types of 
recordkeeping activity. . 

9 - Preparing reports in the system , including compila- 
tion or transcription of data from records, forms, 
and other reports; calculation of quantities, ratios, 

' l 

and averages; posting of data to worksheets; develop- j 
ment and preparation of narrative, statistical, form, 
chart, or photographic information required for oral 
or written reports; summarizing, refining, inter- 
preting, and restructuring information to clarify its 
meaning; and writing evaluations or recommendations 
as an aid to the decision process. 

10 . Transmitting reports or data in the reporting system , 
including significant mailing, routing, and logging; 
transmission of data over Federal data networks; and 
publishing of reports. 

.11. Recording informat i on at the receiving level , in- 
cluding selection of data from reports received and 
preparation or updating or records in the receiving 
office . 

Figure. 9 (cont'd) 
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12. Reading 


jviewinp , aim ly zinc 


and dis<?Bfsine informa- 
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